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OVERVIEW, OF EVALUATION ISSUES AND METHODS
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So far thepapers in this tymposium have been addressed to phrticular,

' (N.

methodologies that we hpAre used in the course of bur evaluatibns. I would
.

.

like to talk about.the factori that are involved in the decision tO use the
.

.

t
.

. 0

.-various,. techniques for.dotacollection.' Perhaps the obvious prcoedure would,

',..
%,

be to identify the goals.octhe program, settle-on prioiii4es,Nadd thempro-

ceed to gather data to determine whether the goals have been attained. How-
..

ever, things are not, so simple.

The first proldem is that dietevaluation efforb has diverse constit-

tc i

'uencies, each with'itso goals; and its own priorfties on the issues to be
A

I

evaluated. In particular, there Are funding agencies, management br%rds,

project staffs, clientsand the community at large, 'plus other -gencies

that may be affected by the program such as p olice departments, the probe-
.

tion department, and community ageitc4s:that.provide services va youth. Now

: the intersts of all of these grOups do not necessarily'coincide, and in many

instances there are areas of competition or antagodisM Each of these groups,
. .

.
.

t
. 1,.

.
.

except perhaps the clients and the community, are in a position to exert at
. .

. .
.

- least 'some pressure, on each
.

other and either direCtly or indi-',

,
.

.
.

..

:rectli, on the evaluator's as well. Any,data that the evaluators report or

,

conclusioisplat they draw wilPbe intetPreced by eacictro..,p from its Own
). ,

.

. . 9 .9
- :

point of view 'and for its wn purposes.. Thus, An evaluation report that

.
.,

includes data on the operation of a syspem and makes recommendations for
.\ I - i ..-

-4

'change, is destined to be the focal point of political battles, and in any -*

St:

A
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ease is' likely to be treated with spspluion

even be faced with a lack of`cooperation.

' I'd ilia to digress.for a m1.nute to,t
10

. I. .

of .the evaluation effort in our operat or16, a
1nd

that.is:our graduate students
.

: ° '
' *

.
,

.
.

and our..education.and training program. Our gvalu*ion'team operates mder

2

in some ivartersv and perhaps

about ode othet constituency..

`..the um rella of ,a re ently forMed Center 'or Applied Social Reseaech at'

44aremont Graduate S hool: One goal of the'research center is to provide 6,...
, ..

graduate students tt)e:opportunity*for a range
/

-of practical experiences in
.

:

,, .

: .
. e

apoiyirig methods and theory from psychology to diverse settings. Students

'."
% d

will ordinarily be pait of a. team headed by advariced graduate.stUdents 'under

factultyirection. Students with limited experience `start with routine

jObs such'as coding, but have the opportunity to move into'supervisory roles.

asthey,gain,experience.
C

,of the evaluation effort

, 't. A .

.

Several students..have taken. on specific aspects
. -.

and are working 'on dissertations in.6njunotion
. ..-

e .'.,.. .
.

.\ . .

with ,theevalhation. The advanced -graduate students play a mhjor role in

'designing resedrch'procedures, writing reports and propoSals-,' and repre-'

senting the evaluation team in the' field. Thus the evaluation effort can
4

.

.
,. ..

peovide a vehicle for trainingraduate

.4.
procedures, and thereby meet needs of a

.., N
.,

vn-Public Affairs Psyrhaogy.,
.

. \
, '.

,

%. . is I mentioned earlier, the evaluation

studepts in evaluation methods and 6
. .

graduate program with..ariemphasis
. .

effort also muStaddress,the

deMands Of a diveese%wnstituency. Wei might look at some of-xhest in more

- - .

detail. First,''there,are the funding agencies whicN need infoimation on

-.."-which to base'decisione for Continuation of funding and fur changing guide-
, ; .

/ .
. I . A.

lines. They need to
-

kpow whether their thoney'issbeing well spent. In par-
:

ticular,/has the program attained the,goals stated in.theproposap., and is
. .

.
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it operating in a reasonably cost' - affective manner. A second group, is thd

.

management boards who.' need information to guide policy-making;'such.as de
. .

fining :criteria for.referral to the program, and to identify problem areas
4,16

.
in the operation of the program.

.

A third'group.is the project staff who need. information qt a level of
4 4 r

greater detail. They want to be able to document achievements ef'the pro-

graft, monitor operations, aandpinpc4.nt problems a very specific level.
. .

vidual:service providers, how shouldFoy example, howeffective are indi

clients.be.matched
'N

.

service, should service he limited to, say,,10 hours

or 15 hours? A program like juvenile diversion also has an impact on three

other broad groups. The first of Mesh are the various other' agencies that
.,

.. v
.

.

deal with pitith , such as thErpre-ltion departmt; various agencies that
.... .

4

provide youth serviees,and thi schools. For the points of view-of these

.

Agencies, the diversion program can be seen either as a threat or,as a re-
. . .

.

source-' Another interestqd..-eioufwould.be' the-general community, people who.
- - -.

. . ... - .

are affected by the behavior of juveniles in society. The,last group, but

hopefully not ate least, would be the juveniles' themselves and their fain-,

ilies. . ,

1
. ..A iviously,an evaluator needs 'among the issues to .

beaddres.sed by 'the evacuation. The natural, starting point would be the.
... ; ...

.

evaluation contract .and the statement of goalsin the propOial which was . -
. .

.

. e
,

flinded. However; it would net be agood procedure to adopt methodologies

that-have no flexibility Co respond to, changes in the program. For. example,
. . ,

one of the major goafi704fie Orange.County
1
Regional Diversion ,Project when

. -
. . . :.

..,. ...
...

it was founded in 1976 wos to tliminite pentration of status offenders Into
.. .

.

the tr4oatiOn..Department. However,-on"January 1: 1977 agiate law-kAsseibly

i.

. at

4
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I- . ..

Bill );12l) took effect, which severely .limited use of confinement for
. .

.
.

...status .offendets. Later on iv. the year, the preuiding Juveni le Court Judge '

in drangepounty issued an orcler that fhe P.robatfon'Depnrt ent would no

longerbe allowed, to aceep4 any'status offenders except chronic truants.

.----"-- -.Thus, a time series analysis of ineake'oCetatus.offenders to the Probation
. 6

Department would shpw:that one goal of the Diversion Program had been it In
.

a most -dramatic way--penetratidn of status offenders into the Probation Depart-

. .

ment had been eliminated in one year! Of course, the true issue had shifted

to the question of w hqt was now happening to youth who earlier would have.

been referred to Probation foi staas offenses, and hox the diversion pro-.

,gtam could best serve them.

Another godt of the diversion prog&is to take youtj who would be

referred'

offense,"

programs.

to the Prlbation Department because they had.commIttedia penal

and instead 'divert' them into counseling or'other youth service

A problem faced by the evaluators to atermine which.jirreniles'

would, have gone into Probation if they had not been diverted, or at least
i .

form an` estimate of that number. 2/bere'is, of ourse, no.way'to provide a .

.

what
4

.. . .

certain answer to the question of would have happened. There-is na.

single data sour ce that is free from extraneous influences. 'Thel.oiic re-

minds me of the 'Sweet Sixteen" speaker system. Shortly after World War

Irthe '3apavese produced very'che4 handmade speakers as a cottage industry:

The speakera had all sorts of individual Imperfections,
.

andthey,sounded

terrible. Soie unsung hero had ,the ingenuity to put together a 4x4 ma7rix

Of..these little spe4ers, theteby creating the 'Sweet Sixteen' speaker,
0,

which actually had-quite good qualities;

e

Ineaddition to developing alternate. measures for the same question, 'we

-t

°

(



t.

.

5 '1"

havelound:it necessary to-iormulte.altornote queslions'to 4404s some
0

,general issues. C.:insider', for exajke ithe problem of .measuring the impact
.. , .,

. , , .

_ §,.

of diYersion services onauveniles. .1n. the ,paper on evaldatiorrof cliniLl
. ,

process, Mike; Sheryl, ,and Jim have pointed out thA limitations of recidi-
. .

. tor, ) .

/I

..
.. , .

vipm rates as the.sole outcome measure.. We have foUnd it useful to distin-
....,.

. . I
.guish three groups of clients for wbich one. should, logically, use 'dlefferent

t . 4

.
, . ,, -1!

outcofne measures. First, thereare the true 'diversions' from law enforce-
.

.0ilent Of juveniles who-would otherwise have been sent tOhe Probation Doartv
, .

ment. A second group includes those Who have violated the law, but would
. .

, .

not have been sent totheProbatio n Departmentat this time. .For thes%

T
>.- , .

youth, referral to a diveriork prOjec0 t is actuaLly an effort to prevent.fUt-
. . i1v v

then trouble with-the law.- For both rl,thse groups, recidivistic law en-,....., .

. t .
_

''

..
. , -.. .

forcement cdntact is a useful index of, the effectiveness of diversion, al-
.

..
- /

.. .

. :

though the groups might be expected to differ ijk severity of recidivistic .e.

,
.

s'

offenses. . A third groui, aonsisteof those youths who haVe not violated the
.

. /
P
law; but w o are referred for counseling because' someone feels they have a

1 t .

. ...

need f?r elp1,.. For these youth, law enforcement recidivism is chit an apprO-'
. . .. . ,

priate indek, since they.(are not necessarily expected to ever have- contact

with law-enforcement. A npmber of supPlementary'measures.are needed, : such

as school grades

ents themselves.
.

and behavior, ,atings,by douriselvrs, parents, and. the cli-

Thus, the set ofouteOte measures used to assess impact

of diversion services differs according'to the nature of the.cases.

F
"In sum, we have found that we have had to use tremendous variety of

,

data. We have had to ttrike a balance between_ collecting all the data we
. . :A

,

ci -

would' like and collecting only the most basic information. _Another balance
, . .

4
.N .

. .. -a

Vr.

we' have tried to maintain is-with.the people who. are the consumers of our-
V

evaluation effOrt. -On'the one hand, we have developed aelose working

,

I 4.

. .
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4. .

.relationsfi4 while-on the other we halle.becin careful to protect our.inde-
.

.pendeAc9 and our objectivity. In the spirit of balancing viewpoints, we
. ,

. .

.

will pow" turn the program oVer:to some of the people who are' involved in

CI

IN

L , .

running diTersion programs, Oa' so are among the .:colisumersi of our evalu-_

ation research'.
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